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28 August 1972 


MEMORANDUM FOR: 
FROM : 

SUBJECT : 


Bronson Tweedy 
John fjh^enga 

Involvement of NSCIC Working Group 
in the NIE Program 


As I told you some weeks ago, I think that your proposals to 
involve the NSCIC and its Working Group in the NIE program are for 
the most part ill-advised. In this memorandum I give in summary 
form my reasons for taking this view. We can talk it over at greater 
length if you like. 

Submission of proposed NIE quarterly schedules to NSCIC Members 
for approval and/or comment 

1. The authority of B/NE to propose and USIB to approve 
these programs should not be shared or diluted. The present arrange- 
ment embodies the principle of separateness and independence of 
intelligence components in relation to policy-making organs, a principle 
stressed as basic throughout the Community's history. 

2. And this is no mere academic principle. Cases have 
arisen in which policy-making offices bring pressure to have items 
removed from the program for parochial self-interested reasons. 

This is manageable when the attempt is made through the departmental 
intelligence unit with which we normally deal. It would be awkward 
and embarrasing to the DCI and USIB if they faced the non -concurrence 
of "top level officials from outside the intelligence community" on 
program items. Intelligence must be free to produce what it thinks is 
useful and needed. This is especially true if one takes into account 
the role that intelligence can play in anticipating future needs, some- 
thing policy elements in their preoccupation with day-to-day action 
seldom do. 
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from ® have ™ have alwa Y s had "a channel for requests 
CIC principals. This exists in the opportunity which USIB 
a g encies have, and which they regularly utilize, to transmit proposals 
"j ° f their polic y ^Periors during deliberations on the program 
? NE ’ f ° r f ° r that matter at an Y oth er time. As for the NSC Staff, 

NE has for a number of years transmitted draft programs for comment 

4. It is not invariably true in bureaucracies that creating 
a formal mechanism" is the best way to get the job done. In this 
matter, such a mechanism promises to be cumbersome as well as 
unnecessary. Moreover, as suggested above, informal and indirect 
negotiation has a particular merit in respect of this business since 

it helps to preserve the independence of BNE and the USIB agencies 
themselves. ° 

fnr , . . 5 * It is important especially that BNE, which is responsible 
for taking the lead in designing the program and shaping the ME 
product, be buffered from direct pressures of policy users. This 
consideration applies not only to choice of topics but even more to 
formulation of TR's discussed below. 


P a rticipation by representativ e s of appropriate consigner organizations 
m me review of ME and SN1E terms of Terence, on 

nf h * u 6 ‘ AS f ° rmulated ’ this Proposal is almost an exact description 
of what happens now. In cases in which a request is received from a 
policy unit we invariably negotiate the terms of reference with the 
people concerned in order to define as precisely as possible what is 

lt6mS WhlCh We Pr0gram oursel ves we often seek counsel 
informally from putative consumers. 

find it- 1 -. \ ^ negotiations to refine terms of reference normally we 
find it tactful and efficient to involve the intelligence component of 

isa P noT TWR SUmer ’ S ° metimes as go-between. When the requester 
a non-USIB agency we go directly to that agency and have never had 
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any difficulty in doing so. On occasion, such people have been invited 
to participate in meetings of USIB representatives to refine terms of 
reference. 


* * * * * 


... ' The suggestion t0 involve policy elements formally in both 

of the above procedures appears to spring from a notion that they have 
not been gettmg the coverage or treatment of topics which they desire. 
I know of no persuasive evidence for this. Naturally, there is a built- 
in and chronic problem of user dissatisfaction which we all have to 
live with and respond to when we can. If there is any special problem 
beyond this currently, I suspect that it lies with consumer utilization 
of intelligence product rather than with the scope and adequacy of the 
product itself. This is a matter to which the Working Group might 
well turn its attention, say, for a start, by soliciting reports from 
its consumer participants on just how they do use intelligence. 

Systematic Evaluation of NIEs and SNIEs 


9.1 have no objection in principle to the use of a consumer 

oJthe a NSrT q r ’ f ° r estimates - 1 do not ^k that the Chairman 
of the NSCIC Working Group, rather than O/NE itself, should be the 

sponsor. And I think the procedure proposed would shortly become 

routinized, that responses would be irregular and left to clerks It 

is only realistic to recognize that there would be little chance of 

getting valuable inputs" from "top level officials" by this method. 

(The appeal to the DCI’s letter in 1969 about military estimates as a 

precedent is misplaced, and in any case the responses on that occasion 

were only one factor in the revisions of format undertaken. ) 

arrflntm *°- f f f more useful Procedure, it seems to me, would be to 

Zo S nZ a fe°T' ZtS ’ USUally between high level consumers and 
two O/NE Board and Staff people responsible for a particular estimate 

rnnm? °j eStmiatm Z> t0 Solicit comment a ^d suggestions directly. This 
could be done on selected issuances or topics of major importance from 

tune to tune and would probably provide considerable two-way benefits 
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